This case presents a glimpse "behind the scenes" of academic life through a series of e-mails, which tell the story of a dispute over whether a student should retroactively receive graduate credit for completing an undergraduate course. The student's (and her department's) request for an exception to the rule can be analyzed in education or academic administration and faculty development seminars, as well as ethics and communication courses: (1) to illustrate how ethics and moral philosophies affect the decision-making process, (2) to gain an understanding of how communication barriers impede the decision-making process, (3) to assess the impact of perceptions of equity on the decision-making process, and (4) to examine the characteristics of managerial decisions.
Introduction
The semester would be ending in a few weeks, and Dr. Cash, an Assistant Professor in the Management Department of the University's School of Business, was in the midst of grading her MBA students' essay final exams. Much of her limited time during the past two weeks had been spent responding to numerous e-mails, memos, and telephone conversations from a prior student, the student's Advisor in the Psychology Department of the College of Arts and Sciences, the Director of Graduate Business Programs in the School of Business, and the Associate Dean of Academic Affairs in the School of Business. These parties were requesting special consideration, more specifically an "upgrade" from undergraduate level credit to graduate level credit, to retroactively meet graduation requirements for this student. In anticipation of a drop-in meeting later that day with her Department Chair, Dr. Cash once again set aside her grading to review the series of events leading up to today's meeting. A list and description of all parties involved can be found in Exhibit 1.
Background
The particular student in question, Sally Carter, had been enrolled in Dr. Cash's undergraduate Human Resources Management (MGMT 333) course during the spring 1999 semester. It met on Monday evenings. A few weeks into the spring 1999 semester, Dr. Cash learned that Sally was a graduate student in the Psychology Department of the College of Arts & Sciences, and asked Sally why she was enrolled in an undergraduate Human Resources Management course rather than the graduate level Organizational Behavior/Human Resources Management (MGMT 633) course that she was also currently teaching. More specifically, Dr. Cash was teaching one section of MGMT 633 on Tuesday mornings and one section of MGMT 633 on Thursday nights. Sally informed Dr. Cash that her Advisor had advised her to take the undergraduate course and the topic of graduate vs. undergraduate credit was no longer discussed that semester. Sally another management professor had granted a similar request in the past. The telephone conversation ended with Dr. Cash asking Dr. Tucker to send his request to her in writing. Dr. Cash shared e-mails #1 -#3 with the students currently enrolled in one section of her MGMT 633 course. She also gave them a synopsis of her initial conversations with Sally Carter, Dr. Bruce Tucker, and Dr. Betty Tinsel. Dr. Cash did not reveal her name or the name of the student in order to assure anonymity. She then asked the students to write a brief paragraph that addressed the following question: What should the professor do? Their responses to this question are categorized in Exhibit 2.
PART C -Sally seeks assistance from her academic advisor (e-mails #4 -#5) Thank you for calling the Business School about my situation. Unfortunately, they are refusing to continue until you send them some paper work. I contacted Prof. Cash and Bruce in the Business school yesterday to get the ball moving on this and just got the run around. Prof. Cash will not even discuss the topics of this "25+ page paper" until she receives the proper notification from the Business School. The Business [school] says they are holding off until they hear from the registrar['s] office. The registrar['s] office is holding off until they hear from you. The longer this drags out the harder it will be for me to finish my thesis and write a second "thesis" (aka -25+ page paper). 
4)
To notify me of completion, or additional difficulties which emerge. Please, let it be noted that to my knowledge, everyone involved has been most cooperative and helpful in sorting out this unintended mistake, which undoubtedly dates back to the many confusions of last year's leadership, faculty, and advising turn-over in the Psychology program. I appreciate the assistance of all, especially at this intensely busy time of year.
PART D -Substantive conflict and emotional conflict: Alliances are formed (e-mails #6 -#14)
On the same day that she received the e-mail from Dr. Tinsel, Dr. Cash left a voice mail message for Dr. Loretta Hall, apprising her of the Sally Carter situation. Dr. Cash and Dr. Hall had their first discussion about the matter during a brief encounter later that day in the women's restroom. Also, I had a call from Bruce yesterday explaining this plan and asking me to ask you to move forward with it. I called him this morning to leave a message that I will not support the plan, for three reasons:
(1) The student should have been able to tell just by the course number that the course she took was UG, not G.
(2) You told the student at the beginning of class to switch over to 633, and she declined to do so.
(3) When the student asked you for consideration in September, she offered the excuse that she could not take 633 during the day. You told her there was an evening class, and even gave her the exact schedule. She made no attempt to enroll in the class, and did not contact you again until April 16. In April, she began with the assumption that you would do whatever she wanted you to do, to accommodate her.
It is my view that the student had every opportunity to correct her mistake, and did not do so.
Furthermore, writing an additional paper would not give her the equivalent experience of having been enrolled in 633. In order to legitimately grant the request that has been made, Dr. Cash and I have agreed, with the concurrence of Dr. Denton, that Ms. Carter must complete ALL the assignments for MGMT 633, the course for which she wants credit. The rationale is many fold, but the key issue is that the course she took, MGMT 333, IS NOT the equivalent of MGMT 633, and Ms. Carter must demonstrate her competence in the same way as all students who enroll in MGMT 633. You will need to make arrangements to have your two quizzes proctored at a college/university near you. Please have the professor contact me so that I can make arrangements to have the quizzes sent to him or her.
You will NOT have the opportunity to complete the oral portion of the course requirements (100 points), the critiques by fellow classmates (25 points), or the Wall Street Journal presentation (25 points).
I DO NOT and WILL NOT accept any extra credit or substitute work. Late papers, exams, assignments, and quizzes will NOT be accepted. I agree. The only thing I might add here is that we might give her a bit more time to purchase the book and do some of the other logistical issues she addresses. We want to be fair about all this, but again, she is the one who wants to graduate.
She also mentioned whether anything she did in the undergrad class would be given credit for. That will be Nancy's responsibility, but she should address this issue. At the discretion of the faculty member, the grade of I (Incomplete) may be given to a student who, because of extenuating circumstances, is unable to complete the course during a semester. The grade of Incomplete may be given only if the student is receiving a passing grade for the course work completed. Arrangements for a grade of Incomplete must be made in advance of the final examination. An Incomplete Contract form detailing what work is to be submitted, the deadlines for such submission, and a grade to be substituted for the [I] should submission deadlines not be met is signed by both the student and the faculty member. The submission deadline should not extend beyond the last day of the following semester (not counting summer).
No grade of I will be recognized by the Office of the Registrar without the proper documentation. On completion of the requirements of the course within the time specified on the Incomplete Contract form, the grade of I must be resolved to a grade of A through F, P, or ZF [fail on pass/fail option]. Unless resolved by the faculty member to one of these grades, the substitute grade specified on the Incomplete Contract form will be inserted as a final grade in place of the To remove a grade recorded incorrectly, the faculty member must certify in writing to the Office of the Registrar that an error was made" (XXX University Catalog, most current year, p. XXX).
Teaching Notes
This case presents a glimpse "behind the scenes" of academic life through a series of e-mails, which tell the story of a dispute over whether a student should retroactively receive graduate credit for completing an undergraduate course. The student's (and her department's) request for an exception to the rule can be analyzed in education or academic administration and faculty development seminars, as well as ethics and communication courses: (1) to illustrate how ethics and moral philosophies affect the decision-making process, (2) to gain an understanding of how communication barriers impede the decision-making process, (3) to assess the impact of perceptions of equity on the decision-making process, and (4) to examine the characteristics of managerial decisions.
Guidelines for Facilitators/Instructors
The facilitator/instructor should distribute the Introduction, the Background, Part A and Part B of the case and Exhibit 1, and ask the participants to give suggestions for a plan of action. After discussing possible plans of action, the facilitator/instructor should distribute Parts C -F of the case and Exhibits 2 and 3, and inform the participants that they must analyze the situation in terms of communication, conflict, decision-making, equity, ethics, power, and politics. The analysis could be conducted either in several small groups or one large group.
Discussion questions are provided to help guide the class discussion of the analysis. The facilitator/instructor may elect to use some or all of the discussion questions depending on whether the focus is on ethics (questions 1 & 2), equity (question 3), power (question 4), decision-making (questions, 2, 3, 5), conflict (question 6), and/or communication (question 7).
The facilitator/instructor may provide the e-mails to the participants in hard copy format or via the computer. The narrative portions (with reference to the appropriate e-mails) and exhibits may be provided in a similar fashion.
Upon completion of the analysis, the facilitator/instructor can share the final outcome of the dispute with the participants by distributing Part G of the case. The facilitator/instructor can conclude the exercise by asking the participants to share their reactions to the final outcome with the entire class.
Key Questions for Discussion
1. "Ethics are standards of conduct and moral judgments that differentiate right from wrong" (Post, Frederick, Lawrence, & Weber, 1996 , as cited in Bartol & Martin, 1998, p. 102) . What is the primary ethical issue in this situation, and whom does it affect (i.e., stakeholders)? What are the secondary ethical issues in this situation, and whom do they affect (i.e., stakeholders)?
2. Teology moral philosophies are concerned with the consequences of behavior. Egoism and utilitarianism are two types of teology moral philosophies. Egoism "defines right or acceptable behavior in terms of maximum consequences for the individual" (Ferrell & Fraedrich, 1994, pp. 54 -55) . Utilitarianism, on the other hand supports the belief that decisions should result in the greatest total utility, that is, achieve the greatest benefit for all those affected by a decision" (Ferrell & Fraedrich, 1994, p. 55) . Use either the egoism or utilitarianism view of the teleology moral philosophy perspective to explain Sally's upgrade request and the suggested proposals (i.e., Sally, Dr. Tinsel, and Dr. Tucker vs. Dr. Cash and Dr. Hall).
3a.
Distributive justice examines the perceived fairness of an outcome relative to inputs (Gomez-Mejia, Balkin, & Cardy, 1998) . Use equity theory to compare and contrast the distributive justice of the proposal suggested by Sally, Dr. Tucker and Dr. Tinsel with the proposal suggested by Dr. Cash and Dr. Hall. This analysis should be done using past, present, and future Psychology students and School of Business students as comparison others. What are the implications of the final resolution to the dispute?
3b. Procedural justice concerns the perceived fairness of the decision leading to organizational distributions (Greenberg & Baron, 2000) . Refer to the University's guidelines for Incomplete Grades (1) and Changes of Grades (2) to compare and contrast the procedural justice of the proposal suggested by Sally, Dr. Tucker and Dr. Tinsel with the proposal suggested by Dr. Cash and Dr. Hall.
4.
Even though there is pressure for Dr. Cash to grant credit for the course when the work is not in the spirit of the course; a question arises as to whether or not any of the parties involved have the power to make such a request of Dr. Cash. What type of power does each of the involved parties possess? Discuss the relevance of power to this "upgrade" situation. How is power relevant to the handling of similar cases in the past?
5. "Nonprogrammed decisions are those for which predetermined decision rules are impractical because the situations are novel and/or relatively unstructured" (Bartol & Martin, 1998, p. 141) . Satisficing and incremental models of decision-making are specific nonrational models of decision-making that can be used in situations where decision makers do no not possess and understand all information regarding the situation. Describe how the characteristics of managerial decisions (i.e., lack of structure: programmed v. nonprogrammed, uncertainty: rational v. nonrational, conflict) influenced the choices made in this "upgrade" situation.
6a. "Substantive conflict is a fundamental disagreement over ends or goals to be pursued and the means for their accomplishment" (Walton, 1969 , as cited in Schermerhorn, 2000 . "Emotional conflict involves interpersonal difficulties that arise over feelings of anger, mistrust, dislike, fear, resentment, and the like. This conflict is commonly known as a 'clash of personalities ' (Walton, 1969 , as Schermerhorn, 2000 . What contributed to the substantive conflict and emotional conflict in this "upgrade" situation?
6b. Conflict can be managed through conflict handling modes such as accommodation, compromise, competition, avoidance, or collaboration. How were the conflict handling modes utilized in this "upgrade situation"? 
DESCRIPTION
To provide an "understanding of the principles and operations This course covers "the current managerial issues involved of personnel administration and industrial-relations systems with the behavior of individuals in organizations, including in organizations by analyzing and applying theoretical motivation; recruiting, selection and placement; leadership; concepts to functional situations" (University Catalog, performance appraisal; organizational structure; compensation; -1999 . organizational culture; diversity; equal opportunity; and change" (University Catalog, [most current year, p. XXX).
METHODOLOGY
Educational methods will include lectures, group discussions, This course is based on discussion of significant experiential exercises, audio-visual presentations, a term management issues and cases, with emphasis on student project, and exams.
participation.
ASSIGNMENTS
Wall Street Journal articles. You are required to report Wall Street Journal articles. You are required to report several times throughout the semester on current (within several times throughout the semester on current (within the past week) articles that relate to the course topic for the past week) articles that relate to the course topic for the the week. On the due date for your group…, you must submit a week. On the due date for you group…, you must submit a summary (two page maximum) of a recent WSJ article, and summary (two page maximum) of a recent WSJ article that establish a link with the article and the course topic for the deals in some way with organizational behavior or human week. In addition, on the due date, students will be randomly resource management. Please …establish a link with the article, chosen to orally present (two minute maximum) their article and the course topic for the week. In addition, on the due date, to the class... two or three people will be randomly chosen to orally present (two minute maximum) their article to the class...
Exercises (in-class).
Throughout the semester, class time Exercises (in-class). Throughout the semester, class time will be allotted for work on experiential exercises. It is will be allotted for work on experiential exercises. It is expected that most exercises will follow a case format.
expected that most exercises will follow a case format. These exercises will be distributed in class to all groups for These exercises will be distributed in class to all teams for completion during class time. One group will be randomly completion during class time. One team will be randomly chosen to present the exercise to the class. Grades will be chosen to present the exercise to the class. Grades will be provided for the presenting group and will be based solely provided for the presenting team and will be based solely on the class critique of the presentation. Only group on the class critique of the presentation. Only team members that are present will receive credit for the members that are present will receive credit for the presentation.
presentation.
Term Project. The term project involves your participation Individual Paper. Each student will be responsible for in the preparation of an employee handbook for a non-profit preparing a six page (including references) maximum organization…located in the…metropolitan area.
paper devoted to a human resource action or activity in the … industry…
The paper must be written according to the Publication Manual of the APA, 4th edition. Your paper will be evaluated on content and writing effectiveness. A one-letter grade penalty will be assessed to all late papers.
Cases. Each team will be responsible for presenting assigned cases. The dates of the presentations will be assigned at the first class meeting. In addition, one other team will be assigned the same case and will act as 'back-up" to the first team. The remainder of the class is expected to read and be familiar with the case in order to allow for knowledgeable discussion. It is expected that both teams will respond to questions from the remaining teams.
Each team assigned to the case (presenters and back-up teams) will be required to submit a written case report on the date of the presentation. Reports should focus on the key features of the case that support your recommendation and the logic of your solutions. Other class members will be randomly chosen to critique the presenting teams.
EXAMS/QUIZZES There will be two written examinations in this course. Under no circumstances will any quiz or exam be given to To accommodate different learning and communication any student prior to, or after the scheduled quiz/exam date styles, the exams will consist of both short answer essay and time (NO MAKE-UPS, NO EARLY QUIZZES or questions and multiple-choice questions. The exams EXAMS). will be closed book and closed notes. Under no circumstances will any exam be given to any student Terminology quizzes. In order to allow for differences in prior to or after the scheduled exam date and time (NO testing styles, two short quizzes on key terminology will be
MAKE-UPS, NO EARLY EXAMS).
given in class. The format will be a multiple choice, closed book, closed notes quiz that will focus solely on definitions and terminology.
Final exam. This comprehensive exam will test your ability to apply material learned in the class to a real-life incident. It is expected that the final exam will follow a case format.
WRITTEN WORK GUIDELINES
All written work must be of high quality, typed or word All written work must be of high quality typed or word processed with 12 pt. font, page numbers, and doubleprocessed with 12 pt. font, page numbers, and double- spaced with 1" margins on 8 ½" paper. spaced with 1" margins on 8 ½" paper.
GRADING
Your grade will be determined on the basis of your Your grade will be determined on the basis of your performance in five areas: exercises (in-class), term project, performance in six areas: cases, individual paper, final WSJ articles, exam #1, and exam #2. These will be weighted exam. Wall Street Journal articles, terminology quizzes, as follows:
exercises (in-class). These will be weighted as follows: 
